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Preface
This MAS practice aid is one in a series that addresses administrative mat
ters related to the provision of management advisory services to clients
within the environment of a CPA practice. These documents will be of par
ticular interest and value to those who have administrative responsibility for
an MAS practice, but they also will be useful to anyone providing MAS as a
CPA, whether as a sole practitioner or as a partner or staff person in a
single- or multiple-office CPA firm.
The information provided in this series may not be directly applicable in
every circumstance because the nature, organization, and operation of
MAS practices vary considerably. Professional judgment should be used to
adapt appropriate concepts or practices described in these documents to
match the administrative requirements of a specific MAS practice.
These practice aids do not establish binding standards or preferred
practices. However, MAS practice is subject to binding Statements on
Standards for Management Advisory Services (SSMASs), and MAS practice
administration as discussed in these documents will include quality control
matters as well as practice management matters.
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Scope of This Practice Aid
Management problems are often highly complex, and their solutions may
require interdisciplinary skills. A cooperative engagement may be the appro
priate means for an MAS practitioner to provide needed skills. This practice
aid provides MAS practitioners with information about planning and
executing cooperative engagements and referrals.
An MAS practitioner could choose to perform requested MAS services
and provide additional needed expertise through a cooperative engage
ment, which involves working with one or more participants from outside the
firm.1 MAS practitioners can also choose not to perform requested services
or to refer the client to others for all or part of the requested services.
Practitioner participation in cooperative engagements can benefit a cli
ent by providing—
• Technical skills necessary to complete an engagement.
• Resources beyond a firm’s internal capability.
• Coordination and control as the primary contractor, at the client’s
request, even though technical skills to complete the engagement will
come from more than one source.

Practice Aid Terminology
Client. The person or entity that engages the primary contractor.
Cooperative engagement. Any engagement in which the practitioner
coordinates work with others outside the firm’s or client’s direct employ to
complete a common project. The practitioner often assumes overall
responsibility tor such engagements. The term also applies when a client
assumes overall responsibility for an engagement that employs multiple
independent parties. These engagements generally require a close working
relationship between multiple parties and the client.
Joint venture. A business entity formed by an MAS practitioner and others
outside the firm solely to provide services for one or more specific client

1. As used in this document, firm includes sole practitioners.
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engagements. The joint venture would normally terminate on completion of
the engagements.
Primary contractor. The party who assumes overall responsibility for the
engagement, although such party may subcontract work to others outside
the firm’s direct employ to fulfill an engagement.
Referral. A situation in which the practitioner refers the client to another
source.
Subcontractor. A practitioner who provides MAS services to a client other
than the end-user. If the end-user is aware of the practitioner’s participation,
such an engagement may be perceived as a cooperative engagement even
though the practitioner is responsible only to the primary contractor.

Possible Responses to a
Client’s Request for Services
A practitioner who receives a request for services may either accept or
decline the request. The chart on page 3 summarizes possible practitioner
responses to a request for services, including the decision process in a
cooperative engagement or referral. Individual aspects of the process are
described below.
A ccep tin g an E ng ag em en t

A practitioner who accepts a request for MAS services can utilize personnel
from within the firm only or choose to include others from outside the firm,
as discussed in the following paragraphs.
Sole-provider engagements. A practitioner can accept and perform an
engagement using only the firm’s internal staff. This is a sole-provider
engagement. Sole-provider engagements do not result in cooperative
efforts or referrals, and therefore are not discussed further in this practice
aid. However, much of the planning, supervision, and execution information
contained in this document may be useful in sole-provider engagements.
Multiple-provider engagements. A practitioner can satisfy staffing require
ments by arranging with others outside the firm to participate in the
engagement in addition to staff from inside the firm. This is a multipleprovider (that is, a cooperative) engagement. In such engagements the
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Practitioner Decision Process

Using staff
personnel only
As sole provider
or subcontractor
(not covered in
this document)
Practitioner acts
as a subcontractor

Accept
Engagement

Practitioner acts as
a primary contractor

As one of multi
ple providers
(covered)

Receive
Request
for
Services

Practitioner is one of
a number of parties
dealing directly with
a client (working
relationship)
Practitioner under
takes a joint venture

Without referral
(not covered in
this document)

Decline
Engagement

No working
relationship

With referral
(covered)

Prior working
relationship

Practitioner has a
beneficial interest

3

practitioner can function in one or more of these three roles;2 (1) as a pri
mary contractor, (2) as but one of several parties rendering services
directly to a client, or (3) as a partner in a joint venture. These types of
engagements are discussed in greater detail in the “ Cooperative MAS
Engagements’’ section of this practice aid.
D eclining an E ng ag em en t

In notifying a client about the firm’s decision not to accept an engagement,
the practitioner may wish to prepare a file memo describing the request and
the reason for declining it. in declining an engagement, however, the practi
tioner may also choose to make a referral.
A practitioner who declines an engagement and does not recommend
an alternative source has no responsibility to the client for that engagement.
Such a response does not result in a cooperative engagement or a referral
and, therefore, is not discussed further in this practice aid.

Cooperative M AS Engagements
The definition of an MAS engagement in Statement on Standards for Man
agement Advisory Services (SSMAS) No. 1, Definitions and Standards for
MAS Practice, and SSMAS No. 2, MAS Engagements, applies to coopera
tive engagements.
This practice aid focuses on three types of cooperative MAS
engagements mentioned earlier in “ Multiple-Provider Engagements’’:
1. The practitioner as a primary contractor subcontracts part of the
engagement to others not in the firm.
2. The practitioner is but one of many independent providers of services to
a common client, and a close working relationship between the parties
is necessary. (In this situation, the client acts as the primary contractor.)
3. The practitioner undertakes a joint venture (that is, the practitioner
establishes a special-purpose business entity with other parties in order
to perform an engagement and dissolves the business entity on comple
tion of a project or projects).

2 If the practitioner participates as a subcontractor, the participation may not involve direct con
tact with the end-user and is not treated here as a cooperative engagement. However, in some
cases the practitioner may wish to consider it as such and act accordingly.
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A practitioner participating in a cooperative MAS engagement needs to
be aware of increased planning complexities. The practitioner also needs to
comply with the general standards of the profession, including the State
ments on Standards for Management Advisory Services. Consequently,
there is a need for professional competence to administer, supervise, and
review the work for which the firm is taking responsibility, including any work
done by outside personnel if the practitioner is the primary contractor.
Appendix A illustrates a checklist to assist a practitioner entering into a
cooperative MAS engagement.
S e le c tin g P a rtic ip a n ts

For the practitioner acting as primary contractor, careful selection of partici
pants for a cooperative effort can be vital to the success of the overall
engagement, because one participant's engagement performance may
directly or indirectly affect another participant’s performance. Accordingly,
the practitioner needs to determine that participants have the qualifications
and resources necessary for their respective roles. To evaluate a prospec
tive participant’s qualifications, a practitioner may use business, financial,
client, and personal references. In addition, professional certifications of
and materials authored by the prospective participant, as well as the practi
tioner’s personal evaluation, may be useful. Appendix C, “ Institutional
Examples of Sources for Referrals and Cooperative Engagement Partici
pants,’’ provides additional leads.
D evelo p in g a P a rtic ip a tio n A g re e m e n t

Careful planning and supervision are needed to coordinate and maintain
responsibility for cooperative engagements. Participants may want to draft
a formal agreement describing the engagement plan and the manner of
supervision. The content of such an agreement would depend on the com
plexity of the engagement, the participants’ cooperative relationship, appli
cable regulations, the client’s requirements, and other factors. In developing
an agreement, participants need to determine everyone’s role. To aid the
process, the practitioner and the participants can—
• Identify all participants and their relationships to each other.
• Identify alternative participants should any of the selected participants
be unable to perform or complete their assigned tasks.
• Clarify each participant’s relationship to the client, including communica
tion between the participants and the client.
• Identify each participant’s project tasks, establish a schedule for
completing the tasks, and identify respective responsibilities for
completing segments of the engagement.

5

• Establish who is responsible for engagement supervision and control.
• Identify the method, form, and timing for reporting findings and recom
mendations to the client.
When a practitioner, as a primary contractor, engages others to partici
pate in an MAS project, the practitioner does not lessen the firm’s responsi
bility for the entire engagement. For example, interaction with a client in a
cooperative engagement may be particularly sensitive. Accordingly, the cli
ent may need to be made aware of the participants, the understanding
among the participants, and how the participants relate to engagement
fulfillment and responsibility.
C om m unicating R esults

A practitioner who assumes responsibility for an engagement generally
reports on the entire engagement. However, when a practitioner works with
others in a cooperative engagement and the client assumes primary
responsibility for the work, the participants can report jointly or individually,
specifying which aspects of the engagement each participant performed.
Appendix B describes various formats for proposals and reports.

MAS Referrals
When a practitioner refers a client to another source after the client has
requested management advisory services, such action might be an MAS
consultation as defined in SSMAS No. 1 and elaborated on in SSMAS No. 3,
MAS Consultations:
That form of MAS based mostly, if not entirely, on existing personal knowledge
about the client, the circumstances, the technical matters involved, and the
mutual intent of the parties. It generally involves advice or information given by a
practitioner in a short time frame. Usually, information is received through
discussions with the client and, by mutual agreement, is accepted by the practi
tioner as represented. The nature of an MAS consultation and the basis for the
practitioner’s response are generally communicated to the client orally. The
practitioner’s response may be definitive when existing personal knowledge is
deemed adequate; otherwise, it may be qualified, in which case limitations are
stated. A qualified response often reflects cost, time, scope, or other limitations
imposed by the client’s specific circumstances.

Listed below are some types of practitioner referrals:
• A practitioner, declining to fulfill a client’s request for MAS services,
refers the client to another MAS practitioner or another source that may
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be able to provide the service to the client but with whom the practi
tioner has no prior or ongoing working relationship.
• A practitioner, declining to fulfill a client’s request for MAS services,
refers the client to another MAS practitioner or another source of the
needed services that the practitioner has a prior working knowledge of
and believes can fulfill the request for services.
• A practitioner, declining to fulfill a client’s request for MAS services,
refers the client to another MAS practitioner or another source who, it is
believed, has the ability to provide the requested services and with
whom the practitioner maintains a beneficial interest.
In accepting a referral, a client may believe that the referral comes from
an objective and independent source unless informed otherwise. In addition,
the client may assume that the referred party is able to perform the
requested MAS services satisfactorily. Therefore, in referring clients to oth
ers, a practitioner may wish to make it clear that a referral is not an
endorsement, stating the basis for the referral without instilling an undue
degree of reliance.

Conclusion
Practitioners may encounter an increasing number of complex client
requests for MAS services because of the continued growth of MAS oppor
tunities. In some cases, these projects may warrant cooperative MAS
engagements with others or, if the practitioner chooses, may be referred to
others in their entirety. Cooperative MAS engagements involve establishing
the roles of all participants and developing an engagement plan that pro
vides for supervision and control to enhance the conduct of the
engagement. In referring clients to others, it is important to recognize that
an undue degree of reliance on the suggested source might occur simply
because of the practitioner’s referral.
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APPENDIX A

Cooperative MAS Engagement Checklist
MAS engagement arrangements are often established when submitting a proposal
to the client. Before preparing a proposal for a cooperative MAS engagement, a
practitioner needs to consider matters such as the following:
1. Is the nature of the relationship among participants clear?
2. Are the nature and substance of the relationship between each participant and
the client clear?
3. Does each participant understand the relevant provisions of the agreement with
the ultimate client?
4. Were representations made, to the client or others, that would suggest
arrangements other than those that exist?
5. Has the period of the agreement been established in terms of expected starting
and completion dates or events?
6. Were procedures for possible changes in the engagement or in the relationship
among participants established?
7. Have special requirements imposed by the client been covered? (Services for
government entities warrant particular attention in this respect.)
8. Have professional standards and ethics that are to apply to all participants
(including those parties normally not affected by them) been communicated?
9. Have fees and expenses and the procedures for their determination, billing,
and collection been agreed on, together with provisions such as early termina
tion, penalty payments, or liquidated damages?
10. Have participants’ rights to writings, ideas, concepts, and patents been estab
lished, especially when one participant is expected to bring specialized or pro
prietary knowledge to an engagement?
11. Have key personnel to be provided by participants been specified, by name if
appropriate, with a clear indication of the extent of their involvement?
12. Has independent contractor status, as distinguished from that of employee or
agent, been established when appropriate?
13. Have insurance requirements, such as workman’s compensation, professional
liability, performance bonds, or other appropriate indemnifications among the
parties, been established?
14. Have facilities to be provided by each participant, such as working space and
clerical and support services, been covered?
15. Have ownership, retention, and access to work papers been established?
16. Has a work program covering each participant’s performance, work products,
documentation, and schedule requirements been established?
17. Have internal progress-reporting procedures been defined?
18. Have reports to clients been agreed on (for example, frequency, format,
responsibility for preparation, participants’ rights to review, resolution of dis
agreements among participants, and right of direct access to the client)?
19. Have prerogatives relating to any future engagements with the same client
been defined?
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APPENDIX B

Proposals and Reports
The practitioner may wish to consider communications between the participants
and the client when proposing a cooperative MAS engagement. Proposals and
reports for cooperative engagements may be issued in various formats, including
the following:
1.

The practitioner issues the proposal or report, assuming full responsibility for
the work of other participants. This is appropriate when the practitioner is the
primary contractor and is competent to evaluate other participants’ work.

2.

The practitioner issues the proposal or report, specifically identifying those
aspects of the engagement involving reliance on other participants' work. This
is appropriate when the client is the primary contractor.

3.

Another participant issues the proposal or report, either assuming full responsi
bility for the practitioner’s work or identifying those aspects of the engagement
for which the practitioner is responsible. This is appropriate when the practi
tioner is an identified subcontractor.

4.

A joint proposal or report is issued by participants, with the scope of each
participant’s work clearly defined. This is appropriate when the practitioner and
the other participants agree that the involvement of each participant is
significant enough to warrant a joint proposal or report.

5.

Separate proposals or reports are issued. This is appropriate (a) for proposals
or reports involving cooperative participation without a contractual relationship
among participants, (b) when separate reports appear desirable and are
acceptable to the client, or (c) when separate reports are requested by the
client.

The practitioner may wish to retain and exercise the right to review the proposal
and any subsequent presentation of the firm’s findings and conclusions when
engaged as a subcontractor.
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APPENDIX C

Institutional Examples of Sources for Referrals and
Cooperative Engagement Participants
Type of Participant

Source

Another CPA firm

State CPA Society Executive Director and MAS
Committee Chairman

Educator/Consultant

Local university faculty
Managerial Consultation Division of the Academy
of Management (contact through faculty member
at local university)

Management consulting firm

ACME (Association of Management Consulting
Firms), 230 Park Avenue, New York, NY 10017
AMC (Association of Management Consultants),
811 East Wisconsin Avenue, Milwaukee, Wl 53202
IMC (Institute of Management Consultants), 19
West 44th Street, New York, NY 10017
SPMC (Society of Professional Management Con
sultants), 163 Engle Street, Englewood, NJ 07631
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